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Abstract
This study describes mothers with children and their perceptions of success and
their ability to balance responsibilities of home and work. The study is the result of
hospital leaders' expressed concern for the inability of hospitals to recruit and retain
qualified employees to

fill

service oriented non-professional jobs. The research method

is a descriptive survey utilizing a convenience sample of working mothers in nonprofessional hospital job categories. The survey questions are designed to elicit answers
to the research question: How do mothers with dependent children and working full-time
perceive their ability to balance the responsibilities of employment and motherhood? The

theoretical framework for this research is Servant Leadership for its inherent strength to
encourage team-based and individual empowerment and may positively influence

retention of a committed workforce.

Although only four working mothers completed the survey, findings are relevant
in that these mothers who were married and single parents identified how few hours of
sleep they get in a twenty four hour day, that being married does not mean they have

more time for themselves, and the mothers expressed how important it was to their sense

of well being to have a supervisor that took time to learn and understand their personal
interest and concerns for their children's health and social welfare.

I

CHAPTER ONE,: BACKGROUI{I)
Introduction
The situation of mothers who work full time in functional hospital positions and
who balance responsibilities of motherhood is one of interest to many employers as well
as a personal interest. As a former

working mother of small children, mother of a single

parent, and a current nurse manager of many young mothers working in non-professional
hospital positions, the researcher describes a feeling of connection to the situation. Also,
there is admittedly, a sense of distant recognition and an inability to understand and
appreciate the strengths and weaknesses of these mothers.

The researcher's experience as a nurse manager of mothers working in these nonprofessional hospital positions is that the mothers often identify their inability to tind safe
resources to help them with childcare issues or transportation problems. Not openly
discussed are the reasons these mothers have chosen to work in non-professional hospital

positions or what makes these women feel good about themselves and successful. Most
speak freely about their children and their children's childhood experiences, but open

discussions about their feelings of self-worth and the positive influences in their lives that
affect their sense of well being are not heard in the workplace. Very little conversation
centers on the contributions these women believe they make to the

job and to

motherhood. A senseof satisfaction forajob done well is notexpressed and, thus,

a

captured moment or feeling of success goes unrecognized perhaps by the mother herself
and most definitely by others benefiting from her contribution.

)
It is difficult for

a department manager

such as attendance and punctuality when often

to see mothers grapple with work rules

it

appears they are trying their best to meet

all commitments-work, family, financial, and personal. This awkward situation for
employee and employer is frustrating and causes leaders to wonder how to better serve
and help younger mothers cope with today's social pressures and expectations. An

example of the researcher's experiences includes the time such an employee requested to
leave work five minutes early. She did not want others to know that she needed to get to
get to the Food Shelf before

it closed and disclosed the fact in confidence to the

researcher. She was embarrassed, yet in need of a system that helps her to support her

family. If

she had not taken the risk to verbalize her need, and

if her request had been

denied, she would have gone for a full month without the supplemental food she and her

family rely on. The request seemed reasonable and concerning enough for the researcher
to question if others in similar job and social situations rely on outside assistance to

financially "make ends meet". If this situation of needing to get to the Food Shelf before

it closed was tnre for others, it certainly lends explanation for the importance of
understanding why employees must leave work on time. It also helps explain why, when

overtime is requested by management, reasons for not working it are not often provided.

It is very easy for those who do not know the reasons to form judgmental opinions about
individuals. In this particular instance, the request to leave early rendered the researcher
feeling humbled and respectful of the mother's resourcefulness and needs.
The focus of this study is to learn

if mothers working in full time functional

hospital positions view themselves as successfully balancing responsibilities of work and
motherhood. The reasons for why the mothers do or do not feel a sense of well being and
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balance

will

also be explored because

it is the researcher's opinion that greater attention

needs to be paid to keeping mothers from leaving hospital positions because of personal

strife in balancing their lives. This situation will continue unless other strategies for
retaining qualified help are researched and tried.

In

199'1, the

Working Women's Department of AFL-CIO conducted one of the

largest and first major study of working women since the economic recovery to find out
what women wanted from employment. In summary, the surveyed women wanted to be
shown respect on the job, basics such as heath care benefits, job security, equal pay, and
help in meeting the demands of work and family. Time was listed often as their most

deficient resource. Balancing work and family-life was one of the mothers' biggest
challenges (AFL-CIO l99l).

As hospital supervisors and department managers of ancilla.y service teams meet
the challenge of recruiting and retaining qualified empioyees,

it becomes even more

apparent that greater knowledge of employees as individuals is essential because low

unemployment rates and undesirable off-shift positions leave hospitals with many

important service-affiliated positions vacant. It has become a challenge for hospital
leaders to recruit and retain qualitied employees.l Helpful to the shortage of applicants

for functional hospital positions is the wave of welfare reform laws that have forced more
mothers to seek employment and many women with children

fill positions that require

only on-the-job training. These jobs are presumed to be appealing because they offer
better than minimal wages and health care benefits. However, it seems that retention of
these same trained workers is

poor. The researchers experience with mothers filling

these
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positions is mothers often report during employment exit interviews that childcare costs,
transportation problems, and long hours away from home due to transportation problems
are the reasons they must quit their

jobs. One young mother, only four months into

the

job and working in the same department as the researcher, was heard tearfully pleading
with her employer to 'Just fire her" because she could not make financial ends meet, keep
her car running, find alternative daycare arrangements for her
she could not squeeze in enough time to get to

ill child and, on some days,

work on time. Her sense of frustration and

bewilderment was genuine as she appeared to truly not know how she could make her life
situation better. Her only sense of described success was being on welfare assistance
because she did not need to worry about who would take care of her child

if ill

and how

she would get to work.

Other employees who learned of her dilemma either stated "get over it, grow up
you just find ways to do

it" or they expressed

sadness

for the young woman's

predicament. Opportunity for individuals in leadership positions to listen and learn what
is important and happening every day in the lives of their team members is there,
leaders are

if

willing to take the risk to listen and learn. Leaders willing to adopt practices

such as active listening, risk taking to allow

flexibility in work schedules, demonstrate

empathy, and genuinely show an interest in learning from the mothers so an
understanding of individual unplanned absences from work can be constructively dealt

with, are some of the core principles identified in the theory of Servant Leadership.
Implementation of Servant Leadership principles can open doors to self-empowerment

I

Formal hospital positions of nursing supervisor and department manager are considered leadership
positions and for the purpose of this study they are referred to as leaders. However, not all leaders by title
demonstrate leadership.

')

for leaders and their workforce and, at the same time, satisfy the need for committed
employees.

Working mothers, with the help of their employers, must continually change and
adapt to sustain their successful dual roles of parent and employee as more women in the

United States are working outside the home than ever before. Women workers have
grown from 5.3 million in 1900 to 18.4 million in 1950 and to 65 million in 1997. The

work force in 1997 was made up of 46.2 percent women. In the United States,99 out of
every 100 women will work for pay at some point in their lives. In 1997,64.8 percent of
working women were mothers of children younger than 6 years old (AFL-CIO 1997).
The number of women returning to work outside the home will continue to grow as

welfare reform laws change the length of time a mother with children may remain on
welfare assistance, equal employment opportunities continue to exist, and families'
financial situations require two incomes. Nearly 52 percent of working married women
contribute about half or more to their household income (Bureau of Labor Statistics
l e98),

To date, research of working mothers in these kinds of positions consists of
governmental and social agencies reviewing and comparing how various Welfare to

Work programs have operated. Stories and studies about the positive aspects of mothers
working most often identify professional mothers wanting to pursue their careers. Case
studies by social workers have produced writings that address the feelings of isolation
and low sense of self-worth experienced by some mothers who do not work outside the

home. These same studies have also shown that mothers who have returned to work and
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Ieft welfare assistance improved their own self-esteem and socialization skills; their
childreno too, benefited from their mother's success (Wijnberg

& Weingerl99S).

Lacking, however, is information about how mothers who work full time in
functional hospital positions, perceive how well they are handling the dual role of
motherhood and full-time employment. The mothers' perceptions of how well they are
balancing the responsibilities of work and motherhood have not been evaluated and
neither have their perceptions of what constitutes success in their day-to-day life been

studied. These perspectives of mothers with children working in functional hospital
positions are collectively unknown.

Review of the Literature

Balancing Work and Motherhood
Joan K. Peters writes in her book, When Mottrers Work (1997), that there can be a
balance of self between work and motherhood and she disputes the political correctness

dictated by feminists who propose stay-at-home mothers should that stay home. Peters
proposes that mothers should work outside the home. Otherwise, they cannot '-preserve

their identities or raise children to have both independent and family lives"(Peters, 1991
p.

xiii).

She contends that women can successfully balance motherhood and work outside

the home only

if men take half the responsibility for child-ca.re. Men, in her prescription

for success, must accept the same financial and professional sacrifice women have made.
While Peters realizes her solutions such

as

relinquishing some maternal control to

partners, grandparents and caregivers and having fewer children in later life, are "strong
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medicine", she hopes new mothers and others contemplating parenthood can be
convinced to balance their lives with mothering children and working outside the home.

Running a household, according to Peters, is the kind of mothering our culture
has taught and mothers are natural managers.

" Managing children

and a household is a

reflex for most women and is more automatic than adorning one's self'(Peters, 1997 p.

78). Peters cites psychologist Diane Ehrensaft's opinion that "women feel as if they are
on duty all the time because mothering is a way of being that permeates their lives.

Ehrensaft concludes: "women are mothers, while men do mothering"(Ehrensaft cited in
Peters, 1991 p. 79). A woman wants to control what her children wear because the child
is an extension and reflection of herself. "A mother's investment in managing her

children's daily lives is one of the most difficult aspects of traditional motherhood to
change", writes Peters (1991 p. 82).

According to psychoanalyst Jessica Benjamin, "Mothers are obsessed with being
good mothers to compensate for feelings of inadequacy, of not being a good enough

mother" (Benjamin, 1996 cited in Peters, 1997 p. 82). As an associate professor of

clinical psychology at New York University, Benjamin has written in depth on the
subject of gender in the book, The Bonds of Love: Psychoanalysis. Feminism. and the
Problem of Domination and Like Eubjects. She states "Feeling like a good mother is how
women make themselves feel okay"(Benjamin, 1996 cited in Peters, L99-l p. 82).
Peters also addresses the single mother and motherhood and discusses again the
need for mothers--even single mothers--to relinquish some of the maternal managing to
others when fathers are not readily present to assist in parenting. She points out that the

emotional, economic, and social problems for single mothers are great, but these are even

I
greater for those in poverty. Working single mothers in poverty must create some

worldly success in order to live, and they do by their own determination, rarely supported
or validated by our society (Peters, 1997). Mothers interviewed by Peters identified their
most important tasks were to establish financial viability, set up a parenting network, and

cultivate peer relationships. Peters concludes that balancing personal life, motherhood,
and work for the single mother can be

difficult and

she must

"thwart the maternal ideal

and define mothering for herself because the mother becomes a model of independent

motherhood, balancing work and family, creating family life according to her own ideas"
(Peters, 1997 p. 183).

According to McCollum (199'7),"balance is something that each individual must
claim for himself or herself. It is not something that can be given by the organization or
the manager" (McCollum, 1997 cited in Spears, 1998 p. 327). He also claims that, when

thinking about balance in our organizations' Iives, the following four questions should
come to mind: (1) What can I do, as an individual, to build my own resources? (2) What
can I do, as an individual, to create opportunities to use my unique

gifts? (3) What can I

do, as a leader, to provide resources to help others learn to adapt to their demands? and

(4) What can I do, as a leader, to create systems, procedures, and organizational practices
that draw out the potential and talents of those around me? (McCollum, 1997 cited in
Spears, 1998

p.327). Balance

has several dimensions that McCollum weaves into his

response to his four questions. The dimensions include balancing our thoughts and

feelings with our actions, objectivity with subjectivity, action with reflection, mind with
soul, natural with synthetic, listening with advocacy, leadership with followership, and
challenges with skills. Becoming a Servant Leader, according to Greenleaf ( 1997),
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entails a process of learning to balance our thoughts, feelings, and values with our

actions. "The act of seeking this balance, which requires self-awareness, courage, and
independence, is the crucible in which servant-leadership forms. When our actions are
balanced and in alignment with our thoughts and values, we are acting authentically.

When we have learned to act authentic, we have increased our personal resources to lead
and manage change"(Greenleaf, 1991 cited in Spears, 1998 p. 328).

Establishing a sense of balance and well being based on feelings of independence
and empowerment are terms used by the subjects in a qualitative study by Wijnberg and

Weinger (1998). That study explored the views of forty-two poor single mothers
regarding their aspirations and dreams in relation to work and the helpfulness of their
social support networks in enabling them to make transitions to work or to study. They

write that social and political forces continue to work toward reducing the costs of
maintaining single parents on public support. Many assumptions have been made about
mothers receiving state and government support. One such assumption is that mothers

receiving assistance must be prodded by ultimatums and threats to get them to work.
What Wijnberg and Weinger found was quite the opposite of these stereotypical
assumptions. Most of the respondents in the study expressed strong motivation toward
independence and empowerment. The authors grouped participants into four categories:

full-time workers, part-time workers, students, and full-time mothers. The researchers
hoped to bring forward information that would enable future legislation to be formulated
on the basis of unbiased expectations about women who received assistance and that

future decisions would be grounded in an understanding of the choices with which
women are confronted.
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Their five interview questions were open-encled and encouraged the respondents
to share their perceptions of their experience. The researchers asked: ( 1) In what way
were early self-expectations (hopes and dreams) confirmed or disconfirmed by their life

experiences? (2) What type of resources do single mothers seek from others in their
support network? (3) What resources did the social-support networks provide? and (4)

In what way did the support facilitate the single mother's ability to work, study or fultill
her dreams? The women in the study related multiple dreams that encompassed both

family and work identities. The mothers dreamed more about work and material
achievement than they did about relationship formation or enhancement. Most of the
women who had specific dreams of achievement and advancement at l7 years of age had

lost some faith in their dreams or put them on hold by 22 years of age when survival and
practical needs predominated. This was especially true for full-time mothers, who

initially had the same dreams about careers and financial security

as did the other

groupings but, by age 22,were unable to sustain these dreams. As a group, full-time
mothers never recovered from this loss (Wijnberg & Weinger, 1998).

In response to the question, "What are your networks not doing for you?", the
students and part-time workers asserted that their networks were doing "as much as they

could"(Wijnberg & Weinger, 1998 p. 215). Their networks seemed to provide support
for their children and encouragement to complete school. Problems that included
arguments with family members to get going and to move out on their own were
expressed by students but, overall, the feeling was good about their potential to "get

job, get

a place of their own, and to get

a

off welfare and provide for their

children"(Wijnberg & Weinger, 1998 p. 215). F'ull-time workers dreamed of being more
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prosperous and looking for more meaningful avenues to making money. The least

optimistic group was the full-time mothers. None of the respondents was satisfied with
her support network. Even though they described receiving practical support, they
nevertheless faulted their networks for not providing adequate practical help as well as

emotional support (Wdnberg & Weinger, 1998).
The researchers relate in their discussions with the mothers that the single mothers
shared common factors in their family structure and in the resultant stresses of their

single-parenting responsibilities. Mothers working full-time tende.d to expect less of their

networks and to be satisfied with the support they received. "Eleven of the l4 women in
this group appeared to have a measure of mastery over their lives and had successfully
adapted their dreams to their current

life. Their

perspectives were less romantic and

idealistic and more realistic. Their goals were action oriented and sharply focused on
flnancial reward, better job opportunities, and desirable work"(Wijnberg & Weinger,
I

998 p. 2r7).

Wijnberg and Weinger conclude that full-time mothers' anxieties were profound
and diverse and suggest that full-time mothers entering the workforce may need

interventions that will take into consideration the tensions these mothers feel between the
roles of traditional full-time mother and full-time employee. Many of the mothers have

internalized negative self-assessments, have distrustful perceptions of the world that are
particularly difficult to shift and require extensive policy and direct-practice initiatives.
Wrjnberg and Weinger contend that "helping single mothers reconnect with their earlier
dreams helps them explore the content of choices they have made. Understanding their

choices may help single mothers escape the trap of self-blame and to plan more

&r:
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optimistically for the future. Exploring the fate of their dreams allows these women to
examine both the adeqllacy of their resources in systemic terms as well as to consider the

history of their coping patterns"(Wijnberg & Weiner, 1998 p. 218).
Poor women find it especially difficult to find and maintain employment, write
Hershey and Pavetti ( I 997). "For poor American mothers--as well as those who are welloff--successful employment involves: (1) tinding

a

job with rewards that make working

worthwhile; (2) meeting the employer's expectations; (3) maintaining the physical and
emotional health to handle on and off the job responsibilities; and (4) marshaling the
resources such as transportation and child care that are required to integrate family and

employment responsibilities"(Hershey & Pavetti, 1997 p.77). Doing this, they state, is
especially difficult for poor women as "they face great uncertainty and complexity in

their lives"(Hershey & Pavetri, 1997

p.l7).

Hershey and Pavetti studied women, who left welfare assistance and who found

low-income work. These studied mothers reported low rewards for working, including
no fringe benefits of health care, sick leave or paid vacation time

off. Their

pay was low

and raises, for some, were non-existent. The cost of working was identified by these

mothers as high. Imposed transportation and childcare costs outweighed the rewards of

working. These tindings were consistent with the AFL-CIO Working Women Survey
(1997). The researchers explain, "'When the additional strain of working outweighs
marginal tinancial advantages, many low-income mothers leave jobs of their own accord"
(Hershey & Pavetti, 1997 p.78). A study done by Rangarajan, Burghardt, and Gordon
(1992), of low-income mothers found 46Vo of those who left jobs had done so voluntarily.
The three main reasons listed for leaving were: dislike the job (27Vo); felt they were paid
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too little (ll7o); and had child care and transportation problems (87a) (Rangarajan,
Burghardt, & Gordon, 1992 cited in Hershey & Pavetti 1991 , p. 78).
Employers as leaders can learn from these studies the importance of knowing
their employees and their needs. Hershey and Pavetti ( 1997) explain that employers
expect employees to adhere to work schedules, to be punctual and to maintain regular
attendance. Failure to meet the expectations is frustrating to the employer and employee
when disciplinary action occurs and often results in job loss. The researchers' interviews

of welfare to work women revealed that many of them lacked understanding of the
organizational values and principles by which employers operate. As noted in the
introduction of this study, problems associated with poor work attendance can result in
what Hershey and Pavetti identify as "conflicts of cultures and ethics" between
employers and inexperienced workers (Hershey & Pavetti, 1997 p. 79).

The authors conclude that mothers who leave welfare assistance face a broad
ran-qe

of labor market, personal, and family challenges. The purpose of their article is to

point out the importance of helping working mothers transitioning from welfare
assistance not only to find jobs but also to provide help by way of identification

of

appropriate, relevant and useful social systems (Hershey & Pavetri, 1997).
Parcel and Menaghan (1997) conducted another study to learn the significance of
mothers leaving welfare assistance to full-time employment. They investigated working

conditions such as wages, work hours, and task complexity as factors mothers experience
on the job that can influence their behavior as parents and shape the home environments
they provide for their children. The authors write "employment contributes to a family's

financial well being, especially when the mother's wages make the difference between

t4
dependence on welfare and self-sufficiency. On the other hand, poorly paid, stressful

jobs with long hours can jeop ardrze the quality of parenting by their demands on parent's
time, energy, and attention" (Parcel & Menaghan, 1997 p. I 16).
Kohn and Schooler (1983) conducted a study focusing on three elements of
working conditions that affect family life: wage levels, work hours, and occupational

complexity. They state that wage levels are important because they indicate the material
support parents can bring to the household. The consequence on the family of hours

worked is, of course, less time with children and less energy for their children if they
work long hours. Occupational complexity, they explain, refers to the extent to which

a

job entails self-direction and variation in task. For instance, white-collar work often
involves manipulation of ideas or symbols, or interpersonal dealings. This type of work
is likely to be complex and to give the worker autonomy. Blue-collar work more often
requires manipulation of things and is more standardized and closely supervised (Kohn &

Schooler, 1983 cited in Piucel & Menaghan, 1997 p. 118). According to Parcel and
Menaghan (1991), researchers who have tested these ideas have found that mothers with
more complex jobs provide better home environments for their children (p. I l8).
Parcel and Menaghan conclude that there is importance to the home environments
that parents create for their children; further, research reveals that those environments

reflect the positive or negative influence of parents' work outside the home. They also
report that it is important to consider the nature of the jobs that mothers leaving welfare

will hold

and ask whether these jobs

will be an asset or hindrance to families and to the

development of children. It would seem that their research findings imply that higher
levels of maternal job complexity promote better home environments; therefore, job-
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training programs that enable mothers to obtain better jobs with more complex work
would be more helpful to their children. This article may shed answers for leaders with
open unfilled

jobs. If

the jobs that are being offered to mothers

with children are not

complex enough to be stimulating, then the mother is unable to have a sense of well
being when at home with her children. The number of hours the mother must devote to
the process of working outside the home is significant enough for her to determine that

it

is not worth the frustration caused by her absence from her children and home. A

mother's perception of balance between full-time work and full-time motherhood might
be a result of

job complexity that is stimulating and provides

Hochschild

(

1

a sense

of accomplishment.

991) has worked with corporate leaders who have struggled with

the notion of work-life-balance programs for several years. Many have developed

programs that include benefits of family-friendly work options such as on-site child care,

child and elder care referral services, and emergency back-up child care, with the idea
that employees need to feel a sense of balance in their professional and emotional lives.
Some places of work have become a community where employees and their families

receive recognition and praise such as the company picnics, bonus programs, and other
incentives for working. In a 1995 Harris Poll, 48Vo of American working women claimed
they would still want to work even if they had enough money to live as comfortably as
you would like (Harris, 1995 cited in Hochschild, 1991 p.28). Women were asked:

"what was very important to their decision to take their current job", and they identified
gaining new skills and the how the job effects their personal lives as the most important
reasons for their

job choice (Galinsky, Bond, Friedman,

p.29). Hochschild, (1991)

1993,,

cited in Hochschild, 1991

also cites another interesting survey of working mothers that
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significantly showed that problems at home tend to upset women more deeply than
problems at work. The researchers found that women were most deeply affected by

family stress and were more likely to be made depressed or physically ill by it, even
when stress at the workplace was greater (Baruch, Barnett, & Rivers, 1987 cited in

Hochschild, 1997 p.

al). "For women,

current research on stress does not support the

common view of home as a sanctuary and work as a jungle" (Hochschild, 1997 p.41).
Researchers have consistently found that women who do paid work feel less depressed,

think better of themselves, and are more satisfied with life than women who don't do paid

work (Baruch, Barnett & Rivers 1987 cited in Hochschild 1991 p.41).
Hochschild warns, however, that,while job complexity may be stimulating and
provide a sense of accomplishment, working mothers also must address the element of
time and its apportionment of

it.

She sees a more profound dilemma that is not so much

about having enough time but, rather, about using it wisely including quality time at

home. Her concern is with parenting that includes choices of less time at home, such

as

signing up for overtime whenever possible, because work is easier to deal with than

relationships at home. If the perceived rewards from work are greater than the
recognized rewards from home, the careful balance of priorities in personal lives
becomes shifted. What is perceived as important, a sense of well being and balance, is

not attained because the shifted priorities go unrecognized (Hochschild,

l99l).

Keeping the notion of complex stimulating work helping the home environment is
what Mihaly ( 1990) describes as "enabling optimum flow of performance" (cited in
Spears, 1998

p.332). According to Mihaly, flow results from

a balance between the

challenge that one faces and the preparation with skills and abilities for the

job. When

t7
the challenges overwhelm the skills, the inclividual performer is

likely to suffer from

depression and anxiety (Mihaly, 1990 cited in Spears 1998, p. 332). When skills are

overmatched to the challenges, Mihaly warns that the consequences are boredom and low

development. He also proposes that leaders, must insist that people do their own work
and that they develop the skills and abilities to deal with what they face. In Mihaly's

words, "it's hard to imagine a successful organization peopled with anxious, depressed,

or a bored workforce. As leaders, we don't allow people to grow and learn if we take
over for them in difficult times. This requires full participation -physical, emotional, and

intellectual -of all people in our organizations. Where they are stepping up to meet the
challenge, leaders must stay out of their way"(Mihaly 1990, cited in Spears 1998, p. 332).

Leadership through Empowerment
An employment readiness program, Project For Pride in Living, recognized as a
successful solution for hospitals in need of employees and unskilled labor in need of

a

job

is also known for its ability to not enable but to empower the program trainees to help
themselves become independent. The program participants receive assistance in
preparing for dietary, housekeeping, clerical, nursing assistant and other positions at an
urban hospital. Credit is given by the program team-members to the leadership style
practiced by the program manager for creating a workplace described as a community
that empowers others. The program manager and trainers see their role in leadership as a

commitment to the growth of others. When asked about the reality of the people they
lead, they identified people, mostly mothers, who have been isolated from a structured

environment with specific expectations. The program participants are taught life skills
that allow them to balance their lives to accommodate employment and home. The
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program measures its success in terms of employee retention, and reports that 807o of

their trainees retain the same hospital position for eighteen months or more (Project for
Pride, 1999).
Fairholm ( I997) states that several writers have begun the process of defining

a

new leadership theory that is grounded in spirit. Their contributions, he states, range

from openness to community, from individualism to team strategies to stewardship, from
standards to values, from economic materialism to human systems, from personal growth

to service to others, from growth to competence, from caring to love. Religion, according
to Block ( 1993) does not have to mix with business yet, neither does the spiritual side of

work and the deeper meanings of an organization's mission need to be removed from
business. He states "life is a balancing of the personal and professional in the middle of
constant pressures and crises"(Block, 1993 cited in Fairholm, 1997 p. 98). Block (1993)
challenges that leadership is a spiritual endeavor that requires leaders willing to know
themselves first and their willingness to act out of their true self in relationships with

others. Spirituality is a process of living out of deeply held personal values, of honoring
forces on apresence greater than one's self, It is treating what one does as an offering. It
is choosing service over self. Block says that leaders are stewards. "Leadership without
stewardship relegates the leader to the role of parent and is demeaning to the follower. It
is operating in service to, rather than in control of, those around us-- the reality of today's

whole-soul oriented leadership is leaders who do listen to their inner feelings. The more
a person

knows about his or her inner self, the easier it will be to lead and stay healthy"

(Block, 1993

as

cited in Fairholm, 1997 p.98).

l9
A Delphi Study was conducted by Jacobson (1995) to explore spirituality

and

transformational leadership in a secular setting and the results of that study were used by
Fairholm as the basis for the data developed in his book Capturing the Heart of
Leadership ( 1997 ). Jacobson's study results were confirmed by Fairholm when he
conducted his own informal survey of 19 graduate students, each with up to ten years of
government service ( 1991). He used the same questions that Jacobson, ( 1995) used, and
he strongly suggests that experienced leaders and other members in work organizations
are seeking more than mere economic rewards on the

job.

He concludes that leaders are

redefining work to include satisfaction of deep inner needs for spiritual identity and
spiritual satisfaction (Fairholm, 1997 p.

l2). Life, Fairholm

humans carry only one spirit that manifests itself in both

writes, "is about spirit and

life and livelihood. Spirit is the

vital, energizing force or principle, the core of self and, along with mind and body,
compose the soul-the whole person"(Fairholm, 1997 p. 5).

Who are leaders who practice stewardship? Who are these leaders willing to
begin their journey of leadership by listening, learning and willing to take risks that

include implementation of employees' ideas? They are Servant Leaders, identified

as

such by Greenleaf, ( 1997) who states that a Servant Leader first begins the journey with a

feeling of wanting to serve. Leaders must, in his opinion, serve before they can lead. He
uses a test to determine

if true servant leadership is being applied. The test Greenleaf

admits, is difficult to administer but, he believes, is necessary. The test questions are:

"Do those served grow

as

persons? Do they, while being served, become healthier, wiser,

freer, more autonomous, more likely themselves to become servants? And, what is the
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effect on the least privileged in society/

will they benefit, or at least, not be further

deprived ?"(Greenleaf, 1997).

Characteristics identitied by Greenleaf as essential to good leadership include
many elements. In order to identify and clarify the vision, these elements begin with the
question, what is it you are trying to do? This sounds easy enough but is the one question

not asked enough. It is important for the leader serving his/her followers to keep the
vision in sight. The goal or vision must be shared and in sight by

all. It cannot be the

goal of the leader only" If it were, this would not allow the leader to serve the needs of
hisftrer followers to develop and become leaders themselves. Leaders wishing to help
mothers identify and maintain balance in their lives must help the mothers to see
themselves as balanced and in control of their lives. The element of balance and well
being must be visualized through the eyes of those being served before it can become an
attained goal.

Listening and understanding must become second nature to the Servant Leader.
The leader needs to listen to those with whom he or she wishes to communicate.

Listening is what allows one to understand what is problematic and what is going we[l.
Greenleaf's belief is that true, natural Servant l,eaders automatically respond to any

problem by listening first. He believes true listening builds strength in others. A tool used
by Greenleaf for learning and developing greater patience and a desire to better
understanding of situations is an excerpt from a prayer to St. Francis " Lord, grant that I
may not seek so much to be understood as to understand"(Greenleaf ,1997 p. 17).
Language and imagination do not become meaningful until the person hearing the

information can imagine what is being said and why it is important. The language must
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have meaning so that an imaginative

link can occur. Too often, according to Greenleaf,

one is afraid to let silence during a conversation
and think they need to

fill

prevail. People become uncomfortable

the void of verbal words with empty, meaningless words that

do not allow facilitation of imagination to occur. The listener is guided in thought and
less

likely to think outside of the picture already presented by the communicator.
The ability to withdraw from a situation long enough to reflect on it and

reconstruct its meaning is what helps Servant Leaders to sort through issues and make
decisions based on priority. Leaders need to learn methods of withdrawal that

will allow

them needed time for evaluation of the situation at hand. Greenleaf identifies stepping
back and disassociating so that a decision can be as objective as possible. Leaders who
are faced with problems that affect the

flow of work because of the actions of others such

as persistent lateness, absenteeism, or disrespectful

communication in the workplace need

to learn how to serve the needs of the team as well as individuals who do not comply with

work rules. To act without all information that has been thoughtfully processed can lead
to mistrust and ineffective solutions that do not benefit the whole team or department.
Acceptance and empathy are characteristics that describe Servant Leadership.
The Servant Leader, Greenleaf maintains, always empathizes, that is, he/she accepts the
person but sometimes refuses to accept some of the person's efforts or performance as

good enough. This is to say, I accept you as an individual but I do not believe you have

imagined yourself reaching toward the shared goal. Tolerance of imperfection is
required, but the ability to help the imperfection adjust closer to the desired outcome is
what challenges leaders to serve their followers to develop and grow into experts who

will lead another.
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Knowing the unknowable and having the courage to foresee the foreseeable seem
like lofty attributes of a leader but, as Greenleaf, ( 1997) writes, these are actions that
leaders unconsciously do everyday. The leader cannot know all the answers to problems,

but the leader who can draw on previous experience with a sense of confidence knows
that times of chaos and turmoil straighten themselves out eventually. The answer today
may look like imperfection but, with some imaginative adjustments, could look like the
best thing ever to hit this planet. The timing of making decisions is

critical. The leader

cannot know all the information, yet to not make a decision because of lack of

information can be a mistake that is looked upon as refusal to correct a situation.
Information garnered from good listening and observing, coupled with the skill of using
previous experience, can influence decision-making that most often is sound. Greenleaf
says the art of leadership is "the

ability to bridge that gap between solid information in

hand and what is needed. The art of leadership rests in part, on the ability to bridge that
gap by intuition, that is,

a

judgment from the unconscious process. The person who is

better at this than most is likely to emerge the leader because of the ability to contribute
something of great value"(Greenleaf, 1991 p. 23).

Intuition is full of patterns that provide the leader the ability to generahze based
on what has previously happened. This is what builds trust between followers and
leaders to conceptualize insights that can be understood by
have all the answers, they can

all. While the leaders cannot

instill confidence in their followers to take risks that can

provide answers to current problems.
Foresight is viewed in Servant Leadership as a process that is completely rational
as a

whole. Foresight is the "product of a constantly running internal computer that deals
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with intersecting series and random inputs regarding the events of the instant moment and
constantly comparing them with a series of projections made in the past and at the same

time projecting future et ents"(Greenleaf , 1.991 p.24).
As leaders then, when does one know how or when to intervene? Greenleaf
(1997) refers to living almost a schizoid

life.

o'One

is always at two levels of

consciousness. One is in the real world<oncerned, responsible, effective, value-

oriented. One is also detached riding above it, seeing today's events, but in the
perspective of a long sweep of history and projected into indefinite future"(Greenleaf,
1997

p.26). It is as if to say, what appears to be chaos today will eventually unfold itself

to resemble something one has seen or experienced with maybe some new components,
but certainly with enough history to allow the leader to knowingly decide on how to

proceed. It is this ability to split one's consciousness that allows history to propel leaders
forward with a sense of confidence and the ability to aim for a changed and revitalized

future. This is leadership that reaches out, takes risks, challenges the status quo and
courageously attains a shared vision. Small actions can grow into large important
happenings that can influence the lives of many. Knowing that small steps lead to larger
steps comes

from within. Leaders need to know themselves and trust their actions to be

for the betterment of all. Their vision must not be solo; their vision must be the vision of
those they serve.

Leaders should use the

skill of dialogue to learn the concerns, expectations and

goals of their employees. Dialogue is identified by McCollum (1997) as one skill that

builds critical and independent thinking, openness, and insight. Dialogue is difficult and,
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for many, counterintuitive, but is crucial for learning leadership, according to McCollum
(19e7).

"Dialogue is about communicating words and actions, what's important, and

building structures that support the growth and development of those employed
by the organization. Balance is something that each member of the organization
must claim for himself or herself. Successful organizations require exemplary

followership characterized by individuals who are capable of independent critical

thinking and who stay actively engaged in the business by contributing energy,
innovation, and imagination. Balance, if it is to be found and kept, starts inside
out with knowledge of what is personally important and what is right. Leaders
whose lives are balanced create organizations in which others can find, for
themselves, balance and meaning and success" (McCollum, 1997 cited in Spears,
1998 p.327).

Theoretical Framework
The theoretical framework of this study is Servant Leadership, a theory that is a
spiritually-based, participatory implementation of core principles that include: empathy,

intuition and foresight, active listening, acceptance and understanding, awareness and
perception, persuasion, conceptualization and the sense to know when to withdraw from a

situation. These practiced core Servant Leadership principles allow leaders and followers
to become empowered individuals. It is a theory most useful for those willing to make a
deep personal commitment to the welfare of others, requiring empathy and the ability to

distinguish between real empowerment and dependence.
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Servant l-eadership is a continuous process of learning and understanding the
employees' needs, values, and goals in their personal lives and is what Gilbert W.

Fairholm describes as "making one whole" (1997, p. 19). Fairholm believes there is
relevance in Servant lradership for leaders working to engage employees to become

committed and empowered contributors. He identities the following as consequences of
Servant Leadership:

(I

) The hierarchy is turned upside down, (2) Servant Leaders have

an inherent strength to treat individuals as a whole who are enabled and empowered to

reach their highest potential and to enjoy a sense of well being and balance; (3) The

theory of Servant Leadership is a team-based culture; (4) Communication is broad; (5)
The principles allow followers to share a vision with the leader; and (6) Partnering to

yield win/win solutions occurs for those willing to become engaged.
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CHAPTER TWO: THE RE,SEARCH PROBLEM
Introduction
It is especially challenging for mothers working in

a

hospital setting, a setting that

necessitates twenty-four-hour staffing, to balance their lives between work and parenting.

Off-hours work required by hospitals is not always conducive to accessible public
transportation or to childcare, with centers open only during daytime hours. Affordable
prices and additional distance required to access reliable safe, child care can often require
greater planning and time spent getting to and from work when off-hours are worked,

Weekend and holidays also pose similar problems unless there is family or other trusted
resource to help.

Statement of the Problem
Young mothers working full-time in functional hospital positions find balancing

off-shift work schedules that include weekends, holidays, late hour shifts and motherhood

difficult because childcare and public transportation are not readily available. The
problems stated by mothers in exit interviews strain a hospital's ability to recruit and
retain qualified staff, as many of the open positions are filled again by women with young

children. Greater information is needed for hospital leaders to learn and comprehend
how mothers with young children and who are working full time perceive their success at
balancing responsibilities of motherhood and work. Working mothers and leaders can
learn from sharing stories and lessons from other working mothers. Sharing information
on what does and does not work might be the very essence of success for another.

Knowing what other mothers working in functional hospital positions perceive as their
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important success factors can enable another to experience that same sense of personal
success and sense of

well being. Measures of success at balancing work and home

responsibilities, as defined by mothers working full time in non-professional hospital
jobs, has not been established.
The additional problem of difficult recruitment and retention of qualified staff for

functional hospital positions needs to be identified by leaders as an opportunity to explore
the merits of Servant Leadership that include empathic listening to the voices of their

employees. Leaders also need to be wiliing to take the risk of implementing suggestions
made by their employees that

will allow their employees to feel like empowered

team

members.

The Research Question
How do mothers working full time in functional hospital positions perceive their

ability to balance responsibilities of work and motherhood? Do these mothers working in
functional hospital positions believe they are successfully balancing their responsibilities
and,

if they feel they are successfully doing

so, why do they believe they are successful.

Significance of the Study
Abundant information has already been reported on the barriers and reasons
mothers report for not returning to work. What makes this study different is that it asks

working mothers to describe their perceptions of success and their ability to balance
responsibilities of home and work. Mothers are asked (in a descriptive survey) if they
reflect on the happenings of their day and, if so, how they know when they (the mothers)
have had a "good

day". These same mothers are asked to describe a "good day" and to
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weigh which factors influence their day the most. The information gleaned from the
participants can benefit hospital }eaders by describing what the mothers themselves think
The mothers of this study have the opportunity to examine their feelings of success and
accomplishment in the day to day challenge of balancing work and motherhood.

Assumptions of the Study
An assumption of this study is that collected information will contain similar
ideas and feelings of what successful balance means to mothers working full-time in non-

professional, functional hospital jobs. Another assumption is that the information culled

from subjects will be useful to other working mothers with children, other team members,
and leaders because a greater understanding of working mothers' feelings and goals for
success

will

be disclosed. Contextual completeness includes some history of the

phenomenon of mothers earning low income, working full-time and parenting children.

It also includes

a description

of the setting (a day in the life of a full-time working mother

with children that live with her) and information about Servant Leadership and its
attributes of serving and empowering others.

Bias must be accepted as an inevitable condition in most research, particularly in
descriptive survey studies (Leedy, 1997 p. 157). Validity and reliability of this study's
results are based on the survey answers and common themes of feelings, perceptions
and/or thoughts of the subjects.

Limitations of the Study
The survey was limited to a small number of participants and conducted at only
one hospital.

A predetermination, was made that the participants would not be willing to

,,o

interview either before or after normal working hours because of time constraints and
personal schedules. The ability to schedule interviews during working hours and to

maintain participant confidentiality, however, was not possible and this resulted in
descriptive written survey tool.

a
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CHAPTER THREE: METHODOLOGY
This is a descriptive survey of mothers who are working in non-professional
functional hospital positions. ln this study, the thoughts and perceptions of those mothers

working are chosen for their unique contribution to answering the research question.

Selection and Description of Site and Participants
The study site is a hospital in a large mid-western metropolitan area. The subjects
are a convenience sampling of

working mothers. Inclusion criteria for the subjects are

that they be mothers who have children living with them and that the mothers work full

time in non-professional functional positions at the hospital. They were required to speak
English and a minimum of one year of empioyment at the hospital was also required. It
is believed that one year is adequate time for learning the job requirements and to allow

for a sense of job success. The job categories chosen are central sterile supply aides and
functional support staff to the operating room. These were chosen because the hospital
worker is union-based with an established pay scale dependent on years of experience
and time worked at the hospital. The jobs most often require no post-high school

education and often are positions in which learning and training occur while on-the job.

Data Collection
lnformed consent was obtained and data were collected through use of a written
survey tool designed to explore the subjects' perceptions of success at balancing the

responsibilities of full-time employment and motherhood. Demographic and descriptive

3t
information was collected on a coded tool and returned to a designated college campus

mailbox. Survey questions were based on the researcher's personal experiences with
working mothers who have young children and the literature review. Some of the
questions were specifically prompted by the study conducted by Wijnberg and Weinger

(1998). Twenty surveys were distributed to a hospital with departments that have
functional positions such as case cart aides, central sterile processors, and surgical
nursing assistants. lnstructions for survey completion and return were included with each

survey. The purpose of the study was explained to groups of workers and an invitation
was extended to them to participate in the study. The survey tools were left in the

department sign-in-area for two weeks along with a free pen as a token of thanks for

completing the survey. Initial response at these informational sessions was one of
interest and enthusiasm. Despite this, only four completed surveys were returned.

Data Analysis
Four surveys were returned and analyzed for demographics and themes.
Demographic data are presented in the next section. Descriptive data were reviewed and
content analysis was performed. Seven themes emerged and are referred to as key

findings. The results of this study are uncertain because of the small number of
respondents.

Demographics
The mothers surveyed use English as their primary language and were between
the ages of 32 and 39 years old.

All of the respondents held a driver's license, drove to

and from work, and had at least two children who required responsive parenting. None

lived fewer than five miles from work and one person drove 160 miles round trip each

a',
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day. Two of the respondents were married and living with their spouse. Only one
respondent worked at the same

job in the same hospital for less than 5 years.

Themes

The responses to the survey questions were categorized into predetermined
themes and then sorted by respondent answers. The themes explored by the researcher
are: ( I ) reasons for working; (2) normal activity before getting to work; (3) normal

activity after work; (4) perceptions of positive influences in balancing responsibilities of
work and motherhood; (5) perceptions of negative influences in balancing responsibilities
of work and motherhood; (6) financial situation; and (7) Overall sense of balance/well
being.

Communication of Results
Responses of the participants are presented by using fictitious names to protect

confidentiality and in order to develop each respondent in the setting, she herself was
described in her responses to the survey questions.
Reasons for Working

The respondents were asked if it was their choice to work and for what reasons.

Two of those surveyed reported it was their choice to work. Brenda, who is 39 years old
and who has worked in her current
chooses to work

always had

a

job for 21 years, said she could work part time but she

full time because it allowed her a sense of independence. She has

job because she does not want to "totally depend on someone else". Susan

too chooses to work. She is 37 years old and drives 160 miles round trip every day to

work.

Susan has worked in her current

job since 1989 and

has recently changed her
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working hours to start at l:00 AM because it allows her greater flexibility at home. She
chooses to work so she has "money to pay their
hand, do not choose to work; they must

bills".

Peggy and Mary, on the other

work. Mary, who is 32 years old with two

children and married, has worked for the last five years in her current position. She
works because she wants to make o'sure my children have what they need-and make
sure they have money for

college". Peggy who is 35 years old, is the sole supporter of

her three children. She has worked in her current position for one year because she has

no other choice than to work. Peggy's work history before her current position at the
hospital was not provided,
Key Finding: Two of the surueyed mothers believe it is their choice to work
outside of their home. The ather 2 respondents' reasons

for believing

choice but to work vary from basic everyday financial needs to saving

they have no

for their children's

future education.
I.{ormal Activi

before Work

The respondents were asked to describe their normal workday process of "getting

going" by choosing one of these four word groups:
possible; (3) difficult; and (4) almost impossible.

(I

) easy/efficient; (2) busy/rushed but

All of the mothers reported they started

their day during very early hours in the day. Brenda said she starts her workday at 4:00

AM.

Her process is busy and rushed but possible. Brenda who is a single mother says

she "blames

herself' for her sense of feeling rushed because she tries to do too much in

the morning (laundry, dishes, and pick up the house) and says it is mostly her own fault
that she feels rushed. Her work hours start at 7:00 AM and when she gets to work, she
calls and wakes her children to get ready for school. Susan who is married stated that she
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feels her process of getting ready for work is easy and efficient and credits this feeling to
the fact that no one else in the household is up

yet. Her husband gets their three children

off to school and daycare. Mary's husband, like Susan's, gets their children up and off to
school in the morning. Mary also feels her process of getting ready for work at 5:00 AM
is easy and efficient because she starts work at 6:00 AM and she is the only one up and
getting ready. Her husband "gets up with the kids around 7:00AM". Peggy did not
describe the same feeling of ease and efficiency that Mary and Susan did. Peggy finds
herself busy and rushed, being a single mother and having to get children up before she
leaves for

work.

She starts her day at 6:00

AM

and makes sure "dinner is set out on

nights she works a second job part-time joh.
Key Findings: Early morning hours were a time of quiet relief and,

for most of

these working mothers, it was time they could spend as they wished.

Normal Activities after Work
The description of what happens when their work shift is over differed greatly

from the mothers' previously described sense of ease and efficiency in the early morning

hours. Brenda does not pick her children up from school as they take

a bus

home. She

does, however, drive home to hurry and get a meal going because, when she gets home at

4:45 PM, she must leave the house again at 6:15 PM for sports activities in which her
children are involved. Brenda's day usually ends around 9:30 or 10:00 PM. Susan, the
mother who gets off work at I l:00 AM and then drives 80 miles home, takes a nap, "gets
the kids off the bus, goes through their homework, lets kids play for awhile," and then
she makes

dinner. She goes back to bed around 7:00 or 8:00 PM. Susan's children are

involved in Cub Scouts and Kiwanis. Mary describes what she does after work as her
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"busy time". She picks up her 3 year old child from daycare and just gets home in time
to meet her l3 year old son when he gets home from school. Three days a #eek, Mary
must pick her older son up from school at 5: l5 PM. Getting dinner, helping with

homework, doing dishes, giving baths, and trying to fit in play and story-time on these
three days is described as "very stressful" by

Mary. Mary ended her day usually around

9:30 PM. P.ggy,too, finds her time after work as busy as the others do. She is the
mother who also sometimes works a second job. P*ggy drives home, takes one child to

work, and then in another hour when her second child gets home from school, she takes
that child to work. [n between these activities of picking up children, she cooks dinner.

This is the time of day that Peggy starts her laundry, helps with homework, and then
drives to pick up her other child from work. She then finishes her "tasks" and goes to
bed around midnight.

Key Findings: Mothers who are married may not get anymore help during busy

after work hours than single mothers. Time spent with children attending to their

children's multiple needs is perceived by some as stressful time that does not perrnit a
time of respite. The respondents reported that their days are very long and busy with
most of them getting fewer than eight hours sleep; one respondent who workedfrom

l:00

AM until I l:00 AM, reported her sleep as interrupted intervals of sleep.
Positive ln fluences that Help to Balance Responsibilities of Work and Motherhood
Brenda identified her children as a positive influence who helped her to feel a
sense of balance

in her busy life. Her children came first in her life and, as long

as they

were huppy and busy with activities that kept them out of trouble, then she felt her
choices to be busy were balanced. Susan stated that her change of work hours from
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3:00 PM to I 1:00 PM to a starting time of l:00 AM was a very positive influence on her
balance of work and motherhood responsibilities. Mary believes her supervisor, who is
also a mother and who understands

ill child needs, has been a very positive influence in

her ability to balance her responsibilities. Mary also credits as a positive influence her

"hands-on" husband and she considers herself very lucky to have him. P*ggy identified

allowing single parents to have one day a month off from work to catch up on personal
activities that need attending to during normal work-day-hours as something that would

positively influence her ability to balance her life. It was unclear if this opportunity for
Peggy already existed or

if it was something

she wished

for.

Peggy mentioned her

supervisor as a positive influence because she understands that staying home with sick

children sometimes is unavoidable but Peggy also felt guilty about having to ask for time

off for doctor appointments for her children and herself. She appreciated being able to
adjust her hours for some of these unforeseen needs.
Key Finding: Employer understanding of employee needs and expectations on
and off the job is perceived by mothers as essential to positively inJluence their ability to
balance the responsibilities of work and motherhood.

Neqative Influences That Hinder Balancine the Responsibilities of Work and
Motherhood

Time was noted

as the greatest

factor in balancing all four mothers' lives. Each

respondent indicated the value of time and how difficult it is to fit enough time into a day
The mothers' lack of unstructured or committed time did not allow them to experience a
sense

of well being. Brenda said she tinds herself in

a

difficult position of needing to be

in two places at the same time. She compensates for such schedules by cutting the length
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of time for one or both activities short. Susan simply stated there is "not enough time in
the

day". Mary found the stress of the workplace

as a negative influence

in her life. She

works in the operating room, a very high-stress, fast-paced environment, and she finds it
hard to find "down time" in between leaving work and having the "kids come home".

Mary's son has severe asthma so, when he is ill and or in the hospital, she finds it hard to
call in sick for work. Calling into work with these problems makes her feel like she is not
balancing the responsibilities of work and motherhood. Peggy finds trying to be a part of
the activities that normally occur during day hours as a problem for her when she is the

only one who can get her children where they need to be. She also states that inconsistent
starting times for work leave her with a sense of needing to please everyone (work,

children, home, school) yet, feeling Iike she is not being able to please anybody and she
feels her time and life is unbalanced by this dilemma.
Key Findings: Even though mothers have an understanding supervisor, it is

dfficult

to have to explain sick child problems and not feel guilty. There does not seem to be
enough time in a day for working mothers trying to balance busy schedules that
encompass activities and appointments

for children,

themselves, and their employer.

For

mothers who have children with chronic illness and/ or developmental social problems,
they, especially, can feel mentally torn berween responsibilities of work and home.

Financial Situation
Options of responses from which to choose how the respondents would describe
their financial situation include:

(l) can't make it from paycheck to paycheck without

some form of assistance; (2) need assistance only sometimes; (3) meet basic needs; and

(4) are able to save some money. Brenda and Mary identified their ability to save some
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money and Brenda credits having two incomes as her reason for being able to save

money. She does not work ovefiime and does not use any outside help such as food
shelves, government/private non-profit supported programs, family, and/or friends, for

financial assistance. Susan, who is married, on occasion, reports she needs financial
assistance from her family or friends. She does not work overtime. Mary, who too,is

married does not require financial assistance from any outside source and she does not

work overtime. Peggy meets her financial needs on her own. She does not use any
outside programs, family, and/or friends for assistance. Peggy does, however, have a
second part-time

job but

she does not

work overtime at the hospital.

Key Finding: Mothers earning similarwages and with the help of a double
income are able to save some money. One single mother identified herself as working an

additional part -time j ob.
Overall Sense of Balance and Well being
The mothers were asked if they ever stopped at the end of the day to reflect and ask
themselves how they felt about their day as a whole. Only one, Susan, indicated she took

time to assess her day's activities. The others reported their lack of time to reflect and
that, as Peggy states, "honestly, sometimes I can't remember-the days just seem to run

together." Additional questions relating to how the respondents felt about their sense of
well being in general provided these four answers as choices for describing their feelings
(1) angry/helpless; (2) frustrated/confused; (3) hopeful/thankful; and (4) balanced/at
peace. The answers chosen by the respondents were then supported with an open-ended
question about why they chose their first answer. Brenda indicated a sense of well being
and a feeling of being at peace with herself. She ascertained that her

life, so far, hasn't
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been bad and that everything has fallen in place. Mary chose not to answer the question
and Susan, interestingly, wrote that she was frustrated but felt she was balanced. She
feels this way because she does not have enough time in the day, there is not a hospital

closer to her home, and her husband does not make it easy for her; "he's selfish".
Reported by Peggy were the feelings of hope and thankfulness. Peggy was hopeful
because she someday does not want to have to work a second part-time

her full-time

job along with

job. She was also thankful for her current job that allowed her an

opportunity to excel, a "career ladder". Peggy expressed thanks fo.r her supervisor's
understanding of her as a person. She indicated, though, that she did not take time to

reflect on her day as a whole because at the end of the day, usually at midnight, she was
already planning her tasks for the next day.
Key Finding: Based on the information given, all of the mothers feel frustrated
because they do not have enough time in a day, yet two of the four mothers believe
themselves to be balanced and capable of maintaining a sense of equilibrium.

Married

mothers with children living at home can feel as frustrated and as busy as single mothers

do. It appears that,

unless married working mothers have help with the daily activities

their children, they feel the same sense of not having enough time in a day to get some
time of relaxationfor themselves because they, too, seemingly alone, are dealing with

responsibilities of w'ork and motherhood.
What e Ise do vou want us to know?

A final gave the respondents the opportunity to add any additional comments by
asking what else they'd want the researcher to know. Peggy wrote: "Employers need to
realize that our families and our needs are not the same as theirs-we do not have help

of
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if we

and,

are feeling extra pressure (money, time, etc.), we have no one to help

us. Not

everyone has the support of family or friends. Sometimes our family has to pay the price
because of the stress, and rvorking in jobs that have stress, and to the overwhelming

feelings. Some jobs pay enough to help support families but not enough to make it on
one income, so you do not qualify for any outside

help." Brenda also answered

the

question with this response: "I have been married for nineteen years. My husband works
second shift and I am with kids most of the time just like a single parent but we have two

incomes coming in and don't need daycare now. When we did need daycare, we only
had

it for a few hours a day."
Key Finding: Mothers without the support of another adult physically and

emotionally must deal with parental responsibilities alone. These same mothers must be
phystcally present and able to deal with all the responsibilities of maintaining a home for
themselves and their

children. This is especially

true

for mothers with very young

children who require the mother's physical support for basic needs such as eating,
diapering, dressing, bathing, and comfort. Financial support from a second adult may or
may not occur and,

for

some mothers, the second adult may be an additional

financial or

emotional burden. Not all the mothers were willing to offer more information (without
prompts from the researcher) or they just did not have the time or interest to provide
more

information.

't
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Discussion and Conclusions
The goal of this study was to identify what makes working mothers with children

who live with them feel balanced and at peace. It sought also to determine if mothers

with children working in hospitals were able to identify themselves as having the ability
to balance the many responsibilities of full time work and motherhood. Responsive and
caring leadership principles of Servant lradership were included as a means of
understanding how best to recruit and retain committed and qualified employees for

functional hospital positions that are most often filled by mothers with,children.
The number of respondents was small but the results provided an opportunity for
the researcher to validate previous study findings and assumptions about mothers

working in functional hospital positions. The research indicated that mothers $iith
children feel good about themselves and their children when they are challenged at work.
The findings of this study support Wijnberg & Wienger's 1998 study of mothers working
and its effect on their children. The mothers felt thankful for career advancement

opportunities and felt at peace with themselves when their children were doing well,
active in sports, and not in trouble. The survey also brought out the importance of
mothers working to save money for their children's future. These mothers also all agreed
they were very busy and felt stressed to get all of their responsibilities accomplished.
They said it seemed like they did not have enough time but they still managed to
recognize themselves as mothers capable of getting all their tasks done. Again, these

findings stress the importance of mothers working to support their sense of well being,
which is the well being of their children. The results of their hard work are seen
accomplishments for the benefit of their children. The study of AFDC Mothers

as

42
conducted by Butler & Nevin (1997) found similar results. They concluded that the
narratives in response to their survey document the resiliency and resourcefulness of the
respondents to meet the needs of their children despite incredible obstacles. The
respondents took parenting seriously and they wanted to give the very best they could to

their children (Butler & Nevin, 1991 p. 57).

Implications for Leadership
The responses by the mothers to questions about positive influences in the their

lives signify how important it is for leaders to enlighten themselves with information
about their employees. Empowerment of leaders is a continuous process of learning and

understanding employees' needs, values, and their personal goals in

life. This

awareness

can help leaders get to a state of balance in the work arena when they are empowered

with employees who know what and where they want to go in life. Core principles of
Servant Leadership that include awareness and conceptualization of ideas with a
grounded sense of appreciation for learning and teaching are tools that leaders need to

practice. Learning and helping others to develop a sense of patience and a desire to
improve situations, to challenge the status quo is what helps Servant lraders to serve
those that wish to be served. These are the employees who are thankful they have an

understanding and knowing supervisor, a person who is willing to make opportunities
available to those seeking a sense of balance and fultillment for themselves.

Nursing leadership can help employees recognize their accomplishments when
they take the time to become familiar with their team members and view them each as

wholistically when discussing work issues. The theory of Servant Leadership provides
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of

the support and encouragement that leaders need to do their best by taking on the roles
encourager, listener, and

facilitator. Servant Leadership is an influence process in which

the leader tries to help people accomplish their goals. However, this cannot happen

if

the

leader does not have an awareness of their employee's goals and personhood. This
awareness for leaders who have mothers with dependent children working in their

departments may be that the leader understands that many mothers are tired and that they
do not get enough sleep.

It may also mean the leader understands that the working

mother with young children does not have a sense of feeling good about herself

if

she is

not able meet the social needs and schedules of her children. Nursing leaders with an
awareness of themselves and their employees as a whole can continually strengthen

themselves. With this sense of strength, the leader who practices Servant I-eadership can
conceptuahze a balance between looking beyond to see what might be and the day-to-day
focus of meeting the department's function within the hospital" This type of
conceptualization could mean letting employees with difticult daycare issues work shifts

with flexible starting times. Leaders who share their own stories of success and struggles
can help their team members to see the leader as a "whole person" and not just the

supervisor who Peggy,the respondent, states: "doesn't know what we go through to get

to work and how we have to care for our families." This type of communication from a
serving Servant

kader fosters the growth of people working in the hospital and will help

the leader to develop the physical, mental, and spiritual growth of the entire department
and hospital community.

There are assumptions made by employees and leaders that are not always correct
and

it is each individual's responsibility to create

an environment that encourages open
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and honest dialogue, dialogue that tells about who and what individuals are. Each person
needs to know what makes him or her feel proud to be who he or she

is. This is the

empowered individual with a sense of belonging and a feeling of being valued, respected,
and empowered through a "high trust culture which turns bosses into servants" (Spears,
1998

p.xi).
Recommendations

Again, the main Iimitation of this study is the small number of participants.
Administering the survev again in other urban hospitals may help to ascertain if the low
response rate is due to lack of interest in the survey, lack of understanding of the study's

purpose, or the perception of not enough time to take a survey. The survey could also be
conducted as an interview during a mother's meal break with the lunch paid for by the
researcher. Survey questions could also include prompting around the subject of

spirituality and its signiticance in the mothers' lives and their sense of balance and well
being. Asking about spirituality could elicit

a response

to the spiritual aspect of Servant

Leadership. This same survey could as well be administered to fathers working in
functional hospital positions and caring for children while at home. The comparison of
mothers and fathers answers and their perceptions of well being and balance of

responsibilities might prove noteworthy. It might answer why half of the surveyed
mother's working full time in functional hospital positions believe they do not have
enough "downtime" for themselves yet, these mothers continue to feel balanced and at
peace with themselves.
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Nursing leaders and hospital administrators wishing to change the workplace to

a

more "family-friendly" environment (Hochschild, 1997) need to develop policies that

will accommodate

and support mothers working in functional positions. Working

mothers need to know that their children are safe and that they the mothers can be readily
available to their children. Polices that encourage a family-friendly environment would

include such things as:

+

flexible work schedules;

+

part time hours;

+

job sharing;

+

flexible work sites such as working from home;

+

affordable employee benefits for full time and part time workers;

.l'

daycare that is on the work premises; and

+

affordable, alternative daycare for children who are ill

It would be appropriate for this study to be published in the nursing
administration literature and social work journals so other leaders hiring mothers with
dependent children can learn from the findings of this small yet expressive group of

mothers. The mothers communicated their desire to be understood by their employer and
they expressed their gratitude for a supervisor who understood their foremost need to care

for their children. Nursing leaders who hire mothers with dependent children in
functional hospital positions can learn what is and is not important for mothers working

full time and trying to balance responsibilities of work and motherhood.
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form to allow access to their medical records for research purposes, and you will need to be sure that each
patient's record you access has been checked "yes" to allow use of their medical record for research
purposes.
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C.O.L.L.E.G.E
MEMO
9 June 2000

To:

Ms. Lisa James

1Y^{

From: Dr. Sharon Patten, IRB Chair
Phone: 612-330-1723

RE:

Your IRB Application

Thank you for your response to IRB issues and questions. As we discussed over the
phone earlier this year, your study was approved (IRB approval number 2000-26-1).
Please use this number on all official correspondence and written materials relative to
your study.

Your research should prove valuable and provide irnportant insight into an issue in social
work practice, planning, and policy. We wish you every success!

SKP:ka

cc: Lucie Ferrell, Ph.D., Thesis Advisor
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PLEASE ANSWER THESE QUESTIONS

Write in your ansr#ers or circle the answer provided. If you need more space for writing, please
the back of the page and identify which question you are writing about.

use

f)emographics

l. Age?, Primary language spoken at home'l Circle
3.
4.
5.

more than one answer if needed
(a) English (b) Spanish (c) Russian (d) Hmong (e) Somali (f) Other
Number of children living with you?
Do other adults over the a-ee of l8 years old live with you'? (a) yes (b) no
How do you usually get to work? Circle more than one answer if needed
(a) walk, (b)drive, (c)car pool, (d)bus, (e)other. (f)depends on shift start time

6.
7.

Do you have a Drivers license? (a) ves (b) no
Distance from your home to work:_(a) less than lmi, (b) more than 3mi, (c)Smi., (d) more than 5mi

l.

Is it your choice to work outside of your home? (a)

2.

What are some of your reasons for working?

3

How long have you worked in your current job?

4
5

6

1

L

(b) no
Is this your first job'l (a ) p
Is this your first job in a hospital? (a) yes (b)

yql (b)

no

re

What time does your usual day start?
Who usually gets your children up and off to school or to daycare'l
Using the four choices of words below, how would you describe your normal workday process of
"getting goin-u"? Please circle the best answer
(a) easy/efficient, (b) busy/rushed but possible, (c) difficult, (d) almost impossible

What are some of the reasons you selected your answer for question number

B?

s8

9.

Describe what happens when your work-shift is over, such as: How do you -set home? How do your

children get home? FIow long does it take you to get home? Do your children have after school
activities that you are involved in'l Do you hurry home to get a meal prepared?

10. What time does your day usually end?

1

1. Do you work one straight

shift?

What shifts do you work?

12. Is there any one shift that works best for you to balance home and work-life?(a) yes (b)

no

Which Shift works best'l
13. What things make it difficult for you to balance work and motherhood'l

11. What things do you believe help you the most to balance work and motherhood'J

15. Is your money situation usually that you: circle the bestanswer
(a) can't make it from paycheck to paycheck without some form of assistance
(b) need assistance only sometimes (c) meet basic needs (d) are able to save some money
I

6. What

11

sort of assistance helps you to meet basic food, clothing, housing, utilities, child-care, and
transportation needs? circle all that apply
(a) food shelves (b) government/private non-profit supported programs (c) family/friends (d) none

.

Is overtime an option for you to make additional money?

(a)yes (b)

no
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8. At the end of the day, do you ever stop and ask yourself how you felt about your day
(a) yqr (b) no

I

as a whole?

Please explain your answer tqquestion number l8:

19. Using the four groups of words below, how would you describe yourself in general'?
Please circle one answer (a) angry/helpless, (b) frustrated/confused,
(c) hopefulithankful, (d) balanced/at peace
What makes you feel this way?

20. What else would you like me to know?

Statement of Consent: return of this survey implies I am voluntarily participating in this survey.

Please return this survey in the addressed postage-paid envelope by
If you have any questions, you may call me at (651) 220-8126

April 7,2000

Keep the pen as a token of thanks for your time and willingness to complete this
survey.

Thank you,

Augsburg College
Lindell Library
Minneapolis, MN 55454

